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MENORARBDUN FOR: <XECUTIVE 
INFO; coaPs a 


FROM: Assistant Director, OCD 


SUBJECT: Menagesent recomeendetions re Lialeon Division, 
Gated $ Septeuber 1949 


1. Manegesent's paper concerning the Liaison Tivision is a 
good one. ‘Most of ite recommendetions ere conclae, and the ma~ 
jority have alresdy been ected upon. (Some, indeed, sre redundant; 
as they originated in the Lieison Division itself end had been put 
in effect before Mensgenont made ite survey.) 


2. REQUIRES"NTS offer the one broad problem which the report 
attespts to deal with, It's = demnebly knotty problem, snd one sith 
many facets - one thich, probably, has given rise to nore vemorandua- 
writing then eny other which confronts us. 

Y cannot beliews that Yensgesent's recommendsiions for an 
inter-office end interdaprrtmente]l panel would crovide a good solu- 
tion. It vould (2) tke tne time of asny highly puid yeople, [%) 
dmpose a further delay before cetion covld be texen on pending re- 
quiremerts, end (c) require much formalised peper work. 2 separate 
meworandum on this subject is needed from OCD, which is middlewsn in 
all the requirenents diggutes, and one is being eritten. 

My failure to agree with Mansgenent on thia score does not 
blind we te the fact that we do have 4 res] problem to deel with, 
and that Wanegenent's approach to it is a plausible one. 


3, SPECIFIC PECGOMMENDATIORNS meade by Manegesent, togetaer with 
OCD comment, ere as follows, (psragraphing es in the denayzesent 
memore ncaa) t 


Lielson Offieers need sore help from COAPS in cesling with the 
agencies. 

Soncur. Such help ir now being received, largely becuuse of 
the metemorphosis of ICAPS into COAPE. OCD considers thet the 
earlier ineffectiveness of IC4P& was lergely caused by the in- 
ganction, then in force, that ICAPS should not seddle in internal 
GIA affeirs. Now thet tears is specifically cherged with internal 
as well ss external coordination e very noteble improvement hes 
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taken place. It 1s my hops that each member of COAPS #1ll desl 
@irectly, frequently, and inforusliy with the Liaison Officers 
aentgned from CIA to his perent sgency, This is now texing place 
(for the firet time) to « small degree, end it neads to be ine 
erensed, The initiative mist come from the individual members of 
COAPS, ee the Lieison Officers ara properly conscious of their 
geniority. It is desirable thet COAPS keep itself fully sdvised 
on the day-te«dey problema of the Ligison Officers, ané that the 
letter be sognisent of high-policy problema being negotisted by 
COAPS end affecting the agencies to which they ere assigned. 
Frequent and informal conversations = not exenences ef memorenda < 
are needed, 


Liedison Pivision showld be supplied with full in'orc:etica on ‘GRE 


preoduantion plang and programs. 


Presrest Some data of thig sort filter in from OFF end O81. It 


te destreble thet sore of it do so. 


Lieivon Division shoul’ be aupplied with ORE cnalyses of gaps in 
eoverage. , 

Yost such cnelyges result from Lisizon's lnebility te 
supphy requested dete, end Lisison therefore gEsnersily knows ebout 
the gaps. ‘The Executive hes now enjoined ORE to provice copies of 
all correspondence on collection matters to OCD, end it may be thet 
thig will cure certain <ifficulties of long standing. 


See paragraph 2 re REQUIREMENTS cbove. 


Ad hoc requiresents for translations should t+ rexoved from the 
feraal FE process, 

n pert. Requirements of this neture ort gimiting within 
Cla have bean removed froa the fornal RD process, as recomended, 
Requiresents of this uture originating in the other sgencies cen~ 
net be sc removed until we heve ensured closer coordimtion between 
Lieisen Division and VDD, Pessibly it will not rove Teasible to 
remove them even then, but it is certeialy worth « try. 


Decenttralize Lisison control reeorde. 

Central control and recort-kseping sre sescutiel. The 
job must be done in uniform fashion, end there sust *e one Cesk, not 
half « dozen, to whieh we say apply for informetion rx to the lieison 
aetivities of John Doe (analyst). 


Eliminate mechine tabulnting records on Lisison contacts. 

e jest spring. I ayrelf initielly sugested thet we try to 
Wh thie job by machine, fe did try 1t out, founc it unsefis- 
factory, and sbendoned it last Merch ~ 211 without bensrii of written 


& 
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dtreetions or instructions. I am at 2 loss to understand why Menede- 
ment should think it necessary to rrite sbout it nor. 


2.0.{5) Design und edopt a simple telephone request form for uss by all 

deske on lielson Ba. 
sant. It doesn't assem very important. Soratiaes pencil 

notes have to ba Jetted down during « telephone conversation concern~ 
ing an RD, end if the purticuler RD folder ia vithin reach they are 
jotted down directly in the folder where tney belong. If the folder 
is not within reech then they sre jotted down on « screp of paper and 
later added to the folder's chronology of action. If Mineyexent feels 
we should heve a special pad to do this on I see mo reason thy &nyone 
should object. Very Likely the specie] pa@ will comelises not be 
within reneh vhen the telephone rings, end the jottings will be made 
in the tine-honored feghion on the nendisst serep of peser. Boes it 
matter? 


J Zen. (6) AQl desks utilise docurent receipt, Form So. 38-164, for trensa- 

mittel of CD meteriel: to agency requesters. 

Smerys: Yho sre *agency requesters®? Requesters in this agency, 
or requesters in other agencies? © 

In any cese, Docunent Receipt Form No. 36-164 1s and long has been 
uged for those trensmittals which require « signed receipt, ond these 
inelude nearly all tronanittals to agencies cutside of CIA. Discretion 
dia used on transuittels within CIA, and pertieularly witnuin the confines 
ef B&G buildings: the form is used rhen necesgary, und wen it is not 
necessary it is not used. 


f a.a.(7) Eliminate loan records on desks by channeling #1] loan a:terisls to 
Library for library loan control. 

« One seagure of c Linison Officer's effactiveness ie his 
ability to build up sufficient confidence, in the agency to which he 
ip accredited, so that people will lend him hard-to-find documents 
Wiich cannot be gotten through formal end routine chenrels, Thie te 
often done on a strictly »ersonel and even sub roga besla. sverything 
depends on the Lieison Officer's ability to keep 4 close eye on that 
doeument si] the time it is in CIA, and to be very eure that ha gets 
it back to the lender rien it 1s due. ¥e ettempt to cet all sueh 
decuments indexed by the Library for the Intelliofax files, so that we 

wilh know where to go for thew if they are needed again, But we can- 

not efford to tnrow sueh docunents into the hepper te te loened out 
and returned to the Library in routine fashion: the Lieison Officer 
must encure thet each such document goes directly tc tie cnalyst who 
has egked for it, thet the analyst is needled to retus ‘+ in good 
tine, and thet it is handed back to the lender in enotier ageney 
intact, The Lieieon Officer aust heave full freedom to decide how 
each such document is to be handled, eas he is pereonsally responsible 
to the individual Fho leaned it to him. If he fsile tc get it back 
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in time then his own efficiency ss « Lisison Officer ie eerlously 
undermined - as people will no longer risk their ow necks by 
ending him hard-to-get itens. 


22a.(8) Refer all currently used unnumbersd ditto forss to Banevoaent 
Gffice for assignment of form numbers. 

Intent of this proposel, end of the recent and lengthy Ad~ 
ministrative Instruction, ly of course to avoid undue prolifere- 
tion of formes end with thie intent I ¢ » Yorecver, T freely 
confess that this particuler recommendation made me bacome aware 
that Lieisen ves using more forms then necessery. In consequence, 


& survey hap been made by 13 forms have been thrown 25X11 
outy and 18 have been subitted to headquarters “or tic seal of 


official epproval. 

I Ghagent frou the recent Administrative Inet:uction sud from the 
notion that agsignment of fora numbers by Mensgement ie « desireable 
end in itself. 

re Instruction is so far-reaching that it will be cuite impossible 
to comply with all its deteils in practice, CCD will comply with the 
Instruction to the best of ite ability, but it will ect on the assump~ 
tion thet operational needs take preesdence cover red-tepe. Our ains, 
Af any, will be inedvertent; sné no doubt they will be eslied to our 
attention ln order thet we may remedy them. 

WManagesort's fora control progrem has not worked too well in the 
past. It takes much time and conmiltation to get an o'ficiel seal of 
approval, If this situetion is not improved we rill be obliged, from 
tims to time, to act without weiting ‘or the officiel blessing. 


“9 40.(9) Simplify statietics1 record-keeping on #11 cesks by use of simpli- 
fied form. 
25X1 wer ane have been torking to simplify 
the recordkeeping for over a yesr. Both, I believe, sre se tisfied 
with current status, but will continues to eugcest further izprovemants 
whenever thay ses 4 cirnes ts do #0. 
/24us(10) Bliminate recording end reporting of RD-CD fellures. 
ress ons, I concur, becaure 1% aeeas thet I em 
alene in feeling there ir en advantage in compiling these records on 
& routine basis, Lieizon Division believes 1% could compile such 
reporte from its routine deta if ever needed, and it correctly points 
oat to ac thet neither I nor snyons elaa has mede mich use of the 
reports heretofore compiled, Feluctently, therefore, i heve cone 
curred, snd the recomendation hae been ected upon. 


2ee.{1)) All deska channel reproduction setdon to IED of Library ..ssesnecee 
>, in principle, This is nov being done in .enersl, though 
exceptions] needs sometimes heve to get exceptional headling. Ye have 
ene advantoge over any other agency in town ~ that re aon get fest 
ection by faxograph or ditte or multigraph wien it ls aeeded, without 
wasting tine on forms, procedures, und requisitions, “a cennot afford 
to throw this advantage away, 
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ALL desks re-examine dissenination of nen-CIa materials which 
require reproduction in order to keep reproduction activity to a 
minimum, Btcee 
a: *, Being done en a current basis, end establishment of 
mi. reading room should be # big help in keeping reproduc~ 
tion down to the irreducible alnigum, No directive needed, and 
none issued, 


ALL desks indicates desirability cf Library accessioning tioee 
docusents obteined through procurement channels. 


Sangut—tiit atop Intelligence documents obtained on cirect 
request may be essumsd to be worth indexing, und thay «re being 
indexed, ‘This is §.0.P., requiring no selective cction by Liaison 
deska, 


Chiefts clerk conse logging incoming RAD's, outgoing CD's and 

requests referred to Map Breneh or OCD Divisions for action. 

Lieison Chief, and/or Avaistent, and/or clerk, mst 
answer o hundred telephone cells a day regarding action taken or 
being taken on specific RD'a and CD's, They ere on ths spot. 
Requesters generally assure that eny delay in getting sction on 
their requeata sust be due to Linison, and it is essential thet 
Liaigon be able to show eheg BD's actuelly cuse in, oni when 
corresponding CD's rent out. 


Eliwinate referral of formel docunent requests to Library and 
ageignment of RD auaber in Librery. 

Bhggeny. ‘The recorde mst be kept for the reasons stated 
above, 


Discontinue filing copy of RD in branch control. 
‘Dissent. Originals «re put in folders, which in addition 
receive oll papere besring on the requests and nanderitten notes 
ap to each action teken. These folders reeeive such handling, 
often going from one desk to another, and often being hand— 
eerried oy Liaison Officers to requesters in CIA and outelide. 
During the period while «ction is underway, @ period which may 
jast for several wecke or even longer, Lisison carmot count on 
finding the folder et @ moment's notice. Hence the copies of 
the RD's must be filed mumerically in one plece eo thet incoming 
phone cells sbout Armyte 123456, or State's 654321, my rapidly 
be identified whether or not the folder ia lamcdlztely accese- 
ible. 

Coat of this smsll operation is all but negligible in spece 
and wavhours, Nothing would be aaved, «nd much ef *ielency would 
be lest, if it were discontimed. 
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Simplify eross-indexiny by use of interlined earbon flimsy 
Otaares 
Sensur, if it proves feumible. Being looked into. 


fliminets compiletion of aujeet and country frecuarcy record. 
Instead, ¢ Lie ate.ses 

Sancur. This ver done lest July, except that it i: sometimes 
necessary to show sore then one geographic or sore than one subject 
per RD, Yell-thought-out RDfs seldom cover sore then one area and 
one subject. Soma guide-type FB's, however, cover saltiple subjects 
in a given saree ant they must be dealt with eecordingly. 


Change format of Joint Press Reading Service publica tionsess 
Zo comment. OCD favers the change to a tape~producing typewriter, 
but State Depcrtment seems reluctant and COAPS is opposed. 


Stete desk eliminete cross-reference file.... 

2: . State Desk!s very esnall cross-reference file (6) takes 
about § minutes a day to maintain, (b) in no way duplicetes or over~ 
laps the subject snd eres crosa-reference file in the Chief's office, 
and (c) serves an essentisl end, Stete hindlesa auch lizison business 
for other units of CIA which is umcomaecte¢ with BD's and CD's, and 
is te & considerable degree adminiatrative. Its aucll fille serves 
to keep close watch on negotiations underway, snd to prevent them 
from croseing sach other up. 


CIA Desk eliminate cross index te RBts end contro] aunbers. 


Bihageni. ae) who enters the two aets of nunbera in the 
notebook on her desk, tells we that she spende leas thin 10 minutes 
a day on it, She and cll others working on the CIA desk, sasert that 
these tvo smell notebooks seve them much timo and wre referred to 
frequently. 

NB: This is one of those ceases, of which doubtless there are 
meny, in which 2 emell amount of duplication pays dividends. Wenage~ 
ment no doubt considers tast if there is a Heeter Croes Index in the 
Chiefs Office, then «11 should uee it and no one should be pervitted 
to do eny cross-indexing of hie own. This »roposition seems sweetly 
reagonnble - en paper, Bat considers 

fhe Maeter Index contsins so vast en umount of asterial, including 
information ooples of field collection sctions taken by Army and Air 
Foree on their own behalf, thet it is herder to uss than a short list. 
Blgo, because of the volune of materiel and the shortage ef sarsonnel, 
the Master Index 1s often not wholly up-to-date, 

Next - if the CIA Desk clerk is to use the Master Index, she must 
heng wp on her telephons call, cross the corridor to the Mester Index, 
get her information, then go back to her desk en’ return the telephone 
eell. At present she nee on her desk the information #ileh she needs. 
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Gleerly, in this case, the expenditure of « few nimutes time each 
day « even though duplicative - very much sore than pays for tteelf. 
The operation is similar to that used on every desk in this agency 
ehere & #a8ll list is kept st hand for the telephone misbere most 
often celled, It might be argued that this is duplice'ion, since 
the Agency provides everyone vith x couplet: telephone CLlreetory} 
but every sensible secretury snd moet offieers snd analysts cnow, 
and act on the imocledge, that they seve tine for oil concerned by 
keeping 1 swell desk list of the mmbers they most often use. 

It would be well for <1l to distinguish between “duplicetion® 
end “wygtefy], duplicetion". (Apologies to CORPS, which mede this 
point very clear in « recent peper.) 


Table of Orgenization: "With implementation ef the above recommenda 
tions, it is felt thet the present teble of orgenizetion is ade~ 
quate.... Agreement revched by all concerned.* 

There is en inplicetion in tite statenent thet tie recommenda tions 
add up to increased efficiency and » smaller vcork-burden. This im 
plication needs to be looked at. 

There are only two recommen“ations wiich vould really ent the 
work burden, If the[_______]#umuarles were handled by tape- 
matting typewriters, then the Agency would save itself typing 
times but the benefit would not a crue to Lietson Pivision, inss- 
wach cs the typing ls nor being done by Pergonnel's typing pool. 


- Seeonds if the Chief of the Liaison Division cessed meinteining 


Rega end records of incoming end outgoing meterial, end the 
necessary crose-indexes, his control clerk would be in clover 
bat, ue pointed out heretofore, central control of the Liaieon 
operation would be lost. Resulting confusion vould cost more than 
the seving. 

The recommendation for e Requirement Penel vould, if acted upon, 
{and I hope it won't be,), add to the workload of 611 nends. 

The any small recommendstions will have litvle or no effect on 
the workload, 

* | ia thet it represents the bere ainimus with 
wadeh current worklosd can be handled. It is just barely sufficient 
when Bll hands are on deck, and it does not allow for the inrosds of 
sick leaves, annual leaves, and frequent peaks in the rorkload. These 
dureads are now compensated by overtixe. 

Though I recognize that oversll budget congidersticns nay require 
Lieison to work under these conditiona, I feel ihe! there 1s a reel 
question as to whether economy is really served ty our seiling so 
close to the wind. The pressure creates personnel turnovers, and 
these in turn require excerienced hends to spend much time in~ 
Goctrinating newcomers. 

I do not now esk for any ineresse in the T/0, but I believe 
alioestion of s GS-3 or G5<4 to the Chief's office, to help the 
control clerk keep current with her work, would consicerebly 
relieve the overall Lisison situation, I shail be obliged to 
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ass for an increese in the 1/0 if any edditionsl chores are assigned 
t Listson. 


Paregraph 4, (there ie no persgraph 3), liste 73 recosiendations 
Whien are to be acted upos by Menagesent in consultation with other 
offices. Hot 211 of these require OCD coment 2% tae present tise. 


"Develep criterie and procedures for ORE or OSI evaiuation of 
information furnished by GCP registera in reply to [éC collection 
directives," 

This doegn't caen very realistic. If «ruy asks for sometiing 
which Biographic Register cen ;roduce, then zray should evaluate 
the material received - as to whether or not it meete its needs. 

If the request itself celle for evaluated information, es dis- 
tinguished from « gumasry of avellable fsotual suterial, then the 
request is cnawered oy OFF or OSI with the help of sich dete as the 
registers ure able to jrovide. 

"Criteria" will differ according to the nature of the request, cud 
there is mo need to waste tite drawing up forrel ";reesdures® when 5 
problea ia already being solwed without procedural Jifviculties, 


These three proposals concerning the Library all ceen reesonsble, 
It may be noted in pessing thet if we have had to rasasign e ssesenger 


-in order to act on one of these recommendations thea, by simple laws 


of arithmetic, we are probably short a aessenger in sose ovber srea. 


By 811 means let us refrain from taking over eny files - whether 
for IR or any other OCP outfit ~- without first ascertaining if we have 
strength sad space to handle them 

If particular files tramecend our capacity, then <hove aust be a 
decleion made guteice of OCD as to whether or not the i geney's need 
fer them is greater or leas than ite bility to pay for added 
personnel, 


A file of NSCIDts (except 5 and 9) is nox in the office of the 


Chief of the Lisigzon Mivision. I agresa thet this is highly desir- 
able, 


JaHES i. sEDRERS 
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